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Since Sunday evening we have enjoyed outstanding papers on the compe-
tencies required for the use of the new information technologies in librar-
ianship. We have looked at the needs for using technology, the kinds of
competencies needed in different types of libraries, and training and educa-
tion needed for developing these competencies. The final section of the
program has included Julie Virgo's paper on the association role in
developing professional competence. I would like to present an argument
which I hope will both offer some new material and provide a framework
for summarizing many of the ideas presented during the course of the
clinic. I will discuss competencies needed by librarians from the point of
view of the cooperative library agency. I see two major needs.
The first is for a body of professionals to work in such agencies and the
second is for an enlightened clientele of librarians who are familiar with
the role of those agencies and able to take the greatest advantage of what
they can offer. I believe that the secret of these competencies lie less in
knowing how to perform certain tasks than in a values clarification process
which identifies values such as cooperation, humanism and ethical behav-
ior as foremost among the characteristics needed by librarians in cooperat-
ing for the use of library technology.
COMPETENCIES FOR LIBRARIANS WORKING IN
NETWORKS, CONSORTIA, OR SYSTEMS
The major areas of competency which I believe are necessary for
librarians who wish to work in cooperative agencies of one kind or another
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fall in seven categories. The first is communication theory and practice; the
second, teaching and training competencies; the third, mastery of the field
of librarianship; the fourth, knowledge of specific systems which form the
basis for the service of the agency; fifth, business administration; sixth,
planning ability and skills. The seventh "competency" is not really a
competency at all but a clarification of values.
Communication Theory and Practice
The librarian wishing to work in a networking situation must have
some understanding of communication theory and practice. Topics which
should be familiar to such librarians include a knowledge of group dynam-
ics and how a group functions and what the relationships are between
people and how they can best be recognized and used to facilitate the work
of the group.
A second skill is in the area of interpersonal relations. It is important
that network librarians understand the dynamics of interpersonal relation-
ships in their work with each other and with the staffs of the libraries
whom they are serving.
A third skill is that of organizational communication; the ability to
assist member libraries in evaluating the communication which goes on in
the library and in facilitating the work flow is extremely important. This
knowledge needs to be practiced within the network as well.
A fourth extremely important ability of network librarians is that they
must possess good listening skills. We think that we are good listeners but
in fact we are usually politely, or less politely, awaiting our turn in a
conversation. The ability to hear what other people are saying and what
feelings are imbedded in what they are saying is extremely important.
The next communication skill is one usually included in job
descriptions that of writing and editing. The network librarian is
expected to be able to express him- or herself competently in writing. This
is an extremely important skill, particularly as we are required to provide
documentation for systems which are not always easy to use and for which
inadequate documentation is often provided by the system designers.
Editing of our own and one another's work is also part of this activity.
Finally, we must be able to express ourselves orally. Network librar-
ians are constantly being called upon to make public comments. Whether
we are speaking extemporaneously before a meeting where we happen to
be the only one who has any information about a certain topic, or whether
we have been asked to provide a formal paper at a meeting such as this
conference, public speaking is a skill which network librarians will be
called upon to practice.
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Teaching and Training
Since continuing education activities are a large part of the work of
networks, consortia, etc., the capacity to teach or train is an extremely
important skill needed by network librarians. In order to decide what kinds
of training to offer, networks must evaluate the need. Needs assessment
activities are highly important and skill in this area can be acquired.
Second, the network librarian needs to be able to prepare and carry out
workshops and training sessions. Skills needed for this activity are admin-
istrative, teaching and documentation skills. All of these are extremely
important and none can be slighted. It may be that different combinations
of staff are needed to carry out all the functions, but the more versatile the
individual librarians are, the better will be the quality of the workshops or
training offered by the network.
Next, the network librarian must be able to design the instruction
itself. This requires a broad knowledge of the field of librarianship plus a
knowledge of the specific area for training and teaching, and finally an
understanding of instructional methodology for teaching adults. Adult
education techniques differ from pedagogical techniques and include
more enlightened use of audiovisual materials, group participation
methods, a constant gauging of reactions, and fast on-the-feet thinking
about potential new directions the training must take.
Finally, in order to provide a well-rounded teaching and training
program, the network must select personnel from inside the staffand from
external sources. Knowing what one's shortcomings are is an important
part of this effort. The careful selection of an outside consultant may
enhance the network's ability to serve its libraries far beyond the short-term
economics of providing training with in-house staff.
Mastery of the Field of Librarianship
Network librarians must have a broad mastery of the field of librarian-
ship. It is unwise to choose for network staff the person who has limited
experience. The most valuable network staff will include individuals who
have served in different types of libraries, in both technical and public
services, and in both practical and academic aspects of librarianship. This
mix of staff will lead to credibility of the staff in the eyes of librarians in
specific types and sizes of libraries, and in both public and technical
services, and will thereby increase the network's effectiveness in dealing
with its publics.
In order to keep abreast of what is occurring, networks must encour-
age and support their staff in their attendance at conferences and member-
ship in professional associations and must provide a decent professional
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collection for their regular use. No network librarian can afford not to meet
regularly with his or her colleagues, or not to keep in touch with the
journals which carry information about library cooperation and technol-
ogy, and the major conferences on library cooperation and technology that
go on.
Knowledge of Specific Systems
Next comes a competency which probably is the first one that would
jump to many individuals' minds in thinking of what a person would need
in order to be a competent network librarian namely, knowledge of the
specific systems which form the basis for the service the agency provides.
Cooperative agencies include those which offer interlibrary loan ser-
vices, those which provide technical processing for groups of libraries,
those which provide online database searching, those which offer coopera-
tive purchasing, those which exist for the purpose of collection develop-
ment, and those which provide OCLC or other bibliographic utilities as
their main product and service. Many networks provide combinations of
these products and services. While individual staff members in networks
may specialize in one or another of these systems, it is advisable that
everyone on the staff have some knowledge of all the systems. This is
important whether you are representing the network at a State Library
Conference, making a speech, attending a professional meeting, or answer-
ing the telephone when the person in charge of that department happens to
be out of town. This knowledge of systems can only be kept up through
constant use of the systems.
While several suggestions for this kind of competency maintenance
have been made, few networks have adequately solved the problem of
providing opportunities for use of systems by their staff. Some ideas for
improving this situation include: exchanges of staff between libraries and
networks, undertaking of specific projects for libraries so that staff librar-
ians will have the opportunity to practice systems operation, and repeated
attendance at advanced training workshops especially designed for net-
work staffs.
Business Administration
Networks are not libraries. Some of them are governmentally sup-
ported but many more than half of the twenty-two OCLC networks are
not-for-profit corporations which operate very much like small businesses.
As the BCR Board likes to point out, we are a not-for-profit corporation
but we are also not-for-loss. Four areas which need to be attended to in the
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area of business administration are: financial literacy, personnel manage-
ment, library management, and the care and nurturing of governance
boards.
Network librarians often arrive on the scene with very little knowledge
of finance. Simply being able to read a balance sheet and understand what
it says is extremely important. This knowledge must be within the compe-
tencies of the network administrators, but the more knowledge there is
among the staff of the agency as to the detailed financial affairs of the
agency, the better run it will be. This is important because staff members
must understand what the network's financial position is, why prices are
set the way they are, and what leeway a network has in charging or not
charging for its services in order to deal with libraries. In the area of
personnel management, the usual skills for hiring and firing and for
maintaining a motivated and satisfied staff are complicated by the fact that
the agency is constantly represented outside its walls by its employees. Any
dissatisfaction felt by those employees will be communicated to those with
whom they come in contact regularly. The importance of keeping one's
house in order, therefore, extends outside the walls of the institution.
Another sensitive matter is that network staffs are required to travel a
great deal. This causes a kind of stress on the staff and on the relationships
among staff members in an agency, which only those who have worked in
settings where there is a great deal of staff travel can understand. Staff
members return from trips with their briefcases loaded with tasks they have
promised to perform for the librarians they have just left. When they arrive
in the office they find their desks piled high with work which did not cease
to come in just because they were on the road. Besides that, everyone seems
to need to see them that day as soon as possible, and telephone calls are
lined up waiting for them to answer. This causes enough stress in and of
itself, but it also happens at a moment when they have been unable to speak
to other staff members and they may feel that they have lost touch with
what has been going on in the office during their absence. The manage-
ment of personnel in this environment is at best difficult; a great deal of
skill must be exercised in order to prevent serious burn-out and other
personnel problems.
In the area of library management, network staff are frequently called
upon to make recommendations regarding work flow. They are expected
to know several different kinds of systems and to be able to make compari-
sons between them and to keep a somewhat objective point of view regard-
ing this, whether or not they represent one major system. They may be
called upon to make suggestions regarding the planning of space. All of
these activities require that they acquire these competencies and share
them with one another.
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Finally, all networks have some kind of governing board. In most
instances, this board is elected in whole or in part directly by the member-
ship, and serves as the ultimate authority over the executive director and
the staff of the agency. Working with a governance board is a challenge and
a skill which can be developed. Few courses in this aspect of management
are offered. A thorough understanding of the difference between govern-
ance and management needs to be instilled in a governance board; how-
ever, the limits to management's authority need to be taken into account by
every chief executive officer.
Planning Ability and Skills
It would be impossible to say too much about the need for planning in
the running of a library networking agency. Both short-term tactical
planning and long-range strategic planning must be carried out by the
network staff. In this regard, it should be pointed out that governance
bodies play an extremely important role, although they must have compe-
tent advice from the network staff. This advice will only be valuable if it is
based on a thorough grounding in economic, political and library technol-
ogy trends, coupled with a thorough understanding of the organization's
role and mission and the specific needs and desires of the libraries involved
in the organization.
Values Clarification
Finally, a "competency" which is not a competency involves the
clarification of a set of values for library network agency staff which must
override all other considerations. The values of cooperation, of ethical
behavior, and of human versus machine superiority must be examined and
espoused by network staff if their efforts are to be seen as valid and credible.
Espousing the cause of library cooperation while acting in an extremely
competitive fashion with other networks or consortia, for example, is
intrinsically contradictory and may reduce the credibility of an agency.
Behaving ethically requires attention to both professional and business
dealings between network librarians and library users.
Finally, in a profession which has long emphasized humanistic
values, a network stands in danger of being seen as espousing technology at
the expense of humans. Clarifying where one's values are is very important
in order to maintain the credibility necessary to work in the world of
librarians.
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COMPETENCIES FOR LIBRARIANS IN GENERAL
In addition to competencies needed by librarians who wish to work in
networks, I see a whole set of competencies necessary for librarians in order
to make them effective users of networks and of library technology, partic-
ularly in the aspects of library technology which are cooperative in nature.
In this area I see six major competencies which I would like to address.
They are a broad view of librarianship, acceptance of responsibility for the
profession as a whole, a cooperative attitude, openness to new modes of
interaction, values clarification, and a knowledge of technology.
Broad View of Librarianship
This is less a competency than an attitude. It includes a willingness to
continue learning through courses, workshops, training sessions, keeping
up with the literature, and belonging to professional associations. It
supposes an interest in librarianship which extends outside one's own
library and outside one's own specialty.
Acceptance of Responsibility for the Profession as a Whole
This includes working with other librarians toward mutual goals. It
means being active in professional associations and in the community as a
spokesperson for librarianship and information science. Finally, it means
being willing to seek cooperative solutions to common problems.
Cooperative Attitude
This attitude will be expressed in a willingness to seek solutions
outside the usual framework of the zero-sum game. This means looking for
a way to solve problems where all parties can come out ahead: no mean
task. It also underlies a kind of generosity which urges a librarian to give
his/her own time or to allow subordinates to use work time for cooperative
projects.
Openness to New Modes of Interacting
This, again, is an attitude. It involves being open to treating vendors
as something other than "the enemy," and recognizing that other types of
libraries are neither "snooty" nor "inferior," but that all libraries have
their own special needs while sharing certain commonalities. It means
regarding networks and other cooperative agencies as friends wanting to
help libraries; courting publishers and allowing them to court you and
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accepting their concerns about copyright. Finally, it means learning to
overcome natural fears about technology by learning to use it for our own
purposes.
Values Clarification
The same principles mentioned as desirable for network librarians
apply here, too. Librarians need to clarify their attitudes about cooperation
and autonomy. They need to be aware of the ethical problems associated
with the automation of information, and they need to apply the principles
of the ALA Code of Ethics to the unfamiliar areas of computers and
databases. They must also consider the role of the new technology in their
familiar library world. Where do computers fit in? How should they be
harnessed to serve the cause of libraries and library users?
Knowledge of Technology
Lastly, the librarian needs to become competent in technology. Only
in this way can its advantages be used to increase library effectiveness and
efficiency.
SUMMARY
From the networking point of view, we need professionals to work in
networks, and librarians to work with them. The advent of widespread
library automation fosters a need to clarify the values of professional
librarianship. In relation to "networking," I believe in the values of
cooperation, humanism, and ethical behavior. These are less competencies
than attitudes, but they can be learned and I believe library educators,
library administrators, and other influential librarians can and should
espouse these values as exemplary.
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